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a Oral Examination of Applicants* 

This material consists oft 

a 0 A staff study recommending tbs creation of 
tso Examination Boards# — one for Senior 
Officers QS-12 and above and one for Junior 
aai Intermediate Officers GS»7 through 0S-31 - 
in place of the present ftfofessional Selec- 
tion Panelo 

b© Comments on the above by 

ti» DD/P Career Service Board 

the Assistant W/l 

the Director of Training 

the Assistant Director for Conmunio&tions 

the Professional Selection Panel 

The concensus seems to be that the two new Boards 
iihould not be oreated but that the existing machinery - 
the Professional Selection Panel — Should be retained© 

A possible course of action by the Board might be to re- 
quest the Professional Selection Panel to reconcile the 
various cons’ ante and ’take specific reco mmend ations to 
the Board at its next meeting© 
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Security Xnfonsation 


3 February 1953 


lEHDRSUDlSJ FQRs Deputy Director ( Mriialgfcgatlon) 
FROUk Assistant Director (Pereom&L) 

SUBJECT* Oral Examination of Applicants* 


1» ERGBIfiH* So develop machinery through which oral eocasdnatlon procedures 
msy be applied to determine and to advise the Assistant Director for 
Rsrsormel on the suitability of applicants 'to fill junior, infcaroBdiate, 
asad high level positions la the Central Intelligence Agency* 

2© ASSDIJFSIOKS § (a) AH of the means employed by CEA for the selection of 

personnel should be aimed at bringing into the Agency highly competent* 
loyal employees who are mil motivated to Join la performing the Agency* 3 

BSiffSiOQa 

(b) Sine® a major objective of the career servie© progress of CIA 
%Ls to provide opportunities for growth and advancement to individual 
espboyees, it is important that incoming personnel have potentialities 
which psmrste up to the opportunities available© 

(e) Criteria of suitability must be adapted to the earner field 
within which a prospective employ©© s s development and advancement will 
ba made possiblsc, 

(d) Forming the beet possible estimate of an applicant *s suit- 
ability for esrear ©i^loyaent is subject to limitations no matter how 
wall applicants from outside are screanad, investigated, and tested© 
Tfccnridloa for oral examination or infeerviertdJig of applicants, con$u&tsd 
by officials with espariemo in and knowledge of the Agency* s intelligence 
operations and requirements, will increase tbe possibilities of employing 
only those persons who can. be relied upon to be effective rssmbers of 
thB Agency 5 s work force® 

3 a FACTS i (a) Tte Career Service Committee adopted and included in its 
final report 'the recommendation of its working group on Trainees that 
a Professional Selection Panel be established under the direction of 
the Career Sendee Board to "review selection standards, iacludiag 
•csdie&L standards* for and the qualifications of all candidates up to 
sml including the grad® GS-H for overt and sesdHJOvert professional 
positions « The Panel will also* when requested by an Assistant Director 
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arrange far the testing of & candidate in the OS-12 through OS-15 cate- 
gory* rrvijnr his qualifte ations and mak e recoraraandations to the request- 
ing Office o" (Tab E* CIA 

(b) The schedule of enployraent processing operations proposed by 
the Career Service Coasaittee provided for the Professional Selection 
Panel to hold interviews with candidates in the categories defined above 
subsequent to testing* personnel screening* medical clearance* and 
security approval* but in advance of the individual *s entry on duty# 

(c) In developing its operating plans* the Ifcofeaaional Selootion 
Panel has omitted any proposal for conducting interviews with applicants 
The Panel® s position appears to have steamed from the belief that the 
workload entailed in the adoption of the interviewing step -would impose 
prohibitive demands upon the time of the members* and would entail an 
undue expenditure of funds to provide transportation for applicants to 
come to Washington for tbs interviews* 

(d) Pursuant to instructions given it by tbs Career Service Board* 
the Panel is concentrating its activities upon (a) the formulation of 
criteria concerning over-all suitability to work in CIA on a career basis* 
and (b) the examination of individual eases of applicants or trial service 
employees where doubt is east on suitability to work in CIA on a career 
basis as a result of administrative or marginal information developed by 
the Inspection and Security* tfedlcal* and Personnel Offices and the Office 
of Training o Its reocmmendatlons with respect to each case are forwarded 
directly to the Assistant Director (Personnel).- 

(e) The operations of the Board of Examiners of the Foreign Service 
were cited by the Career Service Committee in its final report to the DCI 
as supplying an analogy to the proposed role of the Professional Selection 
Panel* Actually* oral examinations of Foreign Service applicants are con- 
ducted not by the Board members but by the Executive Director of the Board 
with the assistance of a group of Deputy Examiners chosen annually by the 
Board* These Deputy Examiners are chosen mainly for their skill in oral 
testing (Tab A) 

lift DISCUSSI ON* (a) Best estimates which can be made with respect to the 
entry on duty of personnel in gradecategories from GS-7 through 
os-15, predicated on an Agency calling are as follows* 25X9A2 

(1) GS-7 through OS-11 (includ- 
ing GS~5*s who are appointed 

to junior officer positions)* 0 * 60 

(2) CSS-42 throng OS-15 * . . „ » # * 30 

SecfflFS^Tnfflrmation 
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iit average allotment of one hour per interview vo uld, ther efore, coagjrlse 
an interviewing load of at least 60 and 30 hours for groups 

qyand wring these two categories* respectively a It cSMJ^essuBisd that some 
applicants would not survive the interviewing step) accordi ngly* workload 
estimates would be expanded by this factor* 

(b) The unwillingness of the Rrofesslonal Selection Panel to assume 
the role of an oral examining body can be appreciated* taking into account 
the fact that the appointed members would have to perform this function* 
Sixty hours of interview!!^ time-in addition to their full time duties 
and Wsponsibilltien^'aould have represented a substantial burden for 
thes® meaberso 


(c) The workload of interviewing candidates for positions in 
grades GS~? through GS-41 would be considerably less burdensome if 
distributed among * larger group than the five voting msabers of the 
present. Selection Panel* by designating Agency officials to serve 
as interviewers for relatively short periods of tine* 


(d) Tbs Career Service Committee reccBnended that the jurisdiction 

of the panel ircludo individual candidates for positions from GS-12 ' 

through 0S-15 whan requested by the Assistant Director concerned* However s 
the criteria applied in oral examinations of applicants for middle 
and level positions would be substantially different from those 

weed far junior officer candidates* For the latter group* the interview 
should be used to furnish the basis far an appraisal of the individual 5 s 
premise for career development within the area of opportunities afforded 
by the Agency* For the more senior personnel, the interview must yield 
an appraisal of the applicants all-around capabilities and qualifications 
for intelligence functions* The establishment of separate examining 
bodies for each of these two categories of qppiicants ■would, perhaps 
accomplish improved interviewing results* Senior level applicants should 
be evaluated by high level Agency officials whose respon sibilities have 
given them broad perspective of the Agenoy*s requirements® 


(e) The present Professional Selection Panel does not appear to 
rest on sound organizational principles* It ianowan^pendage ofth* 
Cttraer SferrfM B oard, »M. oh lts.l t bu no 

aTmv*i l i va on 0Ol$Otd OH Of fiU pPOWSSlOIlfli. 

S3?vto«fj£ 

ooamrand rosponsltandtr (1..., ^polntawot orttarity) t o » oo nml.W»»-gip» 
Banal which does not exist within the Agency line of conoand* However, 


turn provisions of the IW*e ^^tre^* 

sSbility is advisory instead of fltftl with respect to the enplcyoacnt of 
individual applicants® 
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(f) Rroblsms encountered by the Foreign Service appear to b$ 
relevant for Cl Act Tbs Foreign Servicers Board, of Ssandners was astab- 
listed by legislation to function trader the general supervision of the 
Board of the Foreign Service* A report (Tab A) prepared by the Ifenage°> 
nsent Staff of the State Department points out that the present dispersion 
of Personnel reen&taisnt and, examining re possibility batseen the Board 
of Examiners on the one hand, and the Personnel Office on tbs other 
not been conducive to realizing a positive, cohesive personnel p r og y/Mn., 

$ 0 CXDM3Li^lOK3s (a) Improved personnel selection could be expected to 
result fron installation of a program for interviewing applicants for 
noiMslerisai positions by representative groups of Agency officials 0 

(b) Because of differences in emphasis on selection criteria, 
separate bases of membership for the interviewing bodies should bs 
established for applicants for junior and interaediate positions on 
the one hand, and senior positions on the other u 

(c) He interviewing bodies should be so organised that the 
effectiveness of thair operations will not be impeded by the d/wianr?* 

®ade upon tto tin© of offici als sorviag as interviewers* 


oo RBC0IJ!ffiHDA2I0IB s (a) That tlxere be established (l) a Senior Officer 
Examination Board with examining jurisdiction for grades G£X2 and 
above, and (2) a Junior and Intermediate ’ £ ?,szsinatian Board, for grades 
GS-7 through GSdLI (sad lower g rales w!m the candidate is to be a 
trainee for a professional position*) Theca Boards would have respon- 
sibility for considering the ©aployraent md. lability of all applicants 
falling within the prascribod grade ranges,, Since the operations of 
ths Professional Selection Panel -sould fee duplicated, the Panel should 
be diooontinued 3 


(b) That the Senior Officer Examination Board be constituted as 
an advisory body to tbs Assistant Director for Personnel., to whom 
responsibility for examining the appointment function has been delegated* 
iamtership should be drawn from ataong chiefs of major organizational 
components (office head level) and other senior officials occupying 
positions of not less than grad® GS«17o> Tbs Board should comprise at 
least three msnibQrs* Ibabers should be appointed to serve for six 
months* tours ^ with eppeintaente staggered to provide for ccntinuity 0 
The EJEaabersldp of the Board should be as broadly representative of the 
Agency* s major organizational elements as is possible* Whenever deemed 
necessary, the Board should be authorised to call upon assistance from 
personnel with. specialised backgrounds* Ifeatings should be held at least 
once weekly* The Assistant Director (Perscnrel) would designate a Per- 
sonnel Officer to serve as Board Secretary and to be available for tech- 
nical. personnel advice and assistance* The Director of Central Intelligence 
and the Deputy Directors could at their option participate in the pro- 
ceedings as eo-officio master® » 
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(e) T hat , the Junior and Intermediate Ssaad nation Board also be 
constituted on an advisory basis to the Personnel Offices This Board 
nould con®rise threewBibers designated frost such parts of the Agency 
as tf'Hi assure a reasonable degree of Ageney»wlde representation 0 As 
eith the Senior Boards asters would be appointed for six months fi with 
staggered tours, Mwfcership should be United to Agency officials in 
not less than grade GS-15, The Board should be convened on a weekly 
basis to dispose of ell pending cases* A Personnel Officer would be 
aamd to provide Secretariat duties and to give such technical personnel 
advice as might be required* As in (b) above* the Board should be 
authorised to call upon expert assistance* S im i lar ly* the Director of 
Central Intelligence nd the Deputy Directors could participate in the 
work of the Board on an ex-officio capacity, 

(d) That instructions issued to establish the Boards insure regular 
participation by the appointed assbersf although the workload will un- 
avoidably add a sizeable burden upon Board oesfcars, the effectiveness of 
the ordL examinin g p r o g ram will depend heavily upon the quality of the 
Board’s work, 

(e) That where the Assistant Director (Personnel} feels a course 
of action should be taken which would be different from that recommended 
by either of the two boards proposed above, ha mould present the case to 
the Deputy Director (Administration) for final decision, 

(f) Recognising that the oral examination represents another step 
in the employment processing operation* applicants should be brought to 
Washington at G o ve rn m e nt expense for the purpose of ajpearing before the 
appropriate oral examining Board, Although the polygraphing of applicants 
prior to oral interviews with the Board would some times eliminate the 
necessity for ftesther examination, it would also run the Sisk of upsetting 
some persons prior to their appearance before the Board, Polygraphing, 
howhror, should be handled before the individual returns to bis boao 0 
Derogatory information elicited through the polygraph process might, of 
course, require reconsideration of the applicant by the Board, Trans- 
portaticn expenses to carry on this program wmld entail an estimated 
annual Agency expenditure of $180*000, 


/»/ W. H. S, Morris, Jr, 

W. H. B» MORRIS, JR, 
Assistant Director (Bsrsonnel) 
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STAFF STUD* 

Prepared by 'the IJanagsmenfe Staff 

Office of the Deputy Under Secretary of State fear Administration 

IEIJ3RAHDI® FOBS A ~ 

SUBJECT* Board of Btotdnare of the Foreign Service 


This memorandum has been prepared in accordance with yon r r equest 
that aAS the preseat fmioticms aad mentorship of the Board ox 

Miners of the Forei^Sertico* Particular attentionbas been^ran 
to the relsBtioaship of BEX to the planned aoqpansion of the ^ 
and implementation of other provisions of the directive to be issued 
pursuant to tbs How Roport& 

Camnetitbm for Foreign Sendee appointments tjr nrltten examination, 
«W.nlsteMd V a body ainUsr to BEK, bas beenlooted npon for 
<0 vest's as a basic guarantee of a career aerufloa 

infl uence The Foreign Service Act of .191*6 first established a statutory 

that the Board of 

with regulations prescribed hythe Secretary fET 

vision of the Board of the Foreign Service, p^de fw and ayaa^ee the 
conduct of such aoseminatiaas as may be given to candidates 
as Foreign Service officers in accordance with provisiona of SectionB |16 
e v£ 5i7,and to any other person to whom an examination f or adraiadon to 
4m Service shall be given in accordance with this or any other Act© 
(Section 212) © 

The membership of the Board of Examiners is not specifi ed i n the 
Act except for the provision of Section 212(b) of the i feffi 80 ** 

feat nhrmembership of the Board of &&&*?* 05^^' 

not more than half of which shall consist Sth? 

item be constituted in accordance with regulations “f**. 

The present a^Efe^rship includes firo repwseiAatives of the 

£3v State! f oar of mhom «m «^S5£» *?.??£!!?££?“ 
o/tho Department of labor, Commerce, Agr toatu w, «nd tho ClFl l Sg^f; 
Commission. A listing of the prassnt membership and biographic sketches 
of oth®r? agency representatives is included as Tab a© 

Sitting so a oonwiltstiTO body, BE2 determines * x " d - na if° n K ^, rt ., 
section policies for the 

Blnaetoj- of BEE, nlth the assistance of a small staff, perioral one «o»;- 
o^S.^«5d«d to oarry ont tbs aremlnattom program. The Edncatlonal 
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Testing Service grades the essay portions of the written examination. on a 
contract basis* Oral aaeaai nations are conducted by the Executive Director 
with the assistance of a group of Deputy Examiners chosen annually by the 
Board of Ehan&ners* Although an effort is made to secure adequate repre- 
sentation on the oral examining panels from the BEK msntoer’^ageneiee, Deputy 
Sxaatners are chosen primar±2y on a personal basis for their skill In oral 
testing® 

The Board of Examiners has delegated to the Chief of FP by formal 
resolution responsibility for the administration of Foreign Service examinations 
except those required by Sections £16 and £1? of the Foreign Service Act® 

An Advisory Committee on the Foreign Service examinations, consisting 
of public members with special competence in this field, assists the Board 
of Examiners in the preparation and review of the examination program® 
l&atoership of the Advisory CoraSdttee is attached as Tab B* 

Tbs problem presented by BEX and its staff is one of integration of 
their operations with tbs recruitment programs of the Department and the 
Foreign Service* BEX discharges its limited function. Involving a high 
degree of public interest, with administrative propriety* It is not 
oriented, however, to give optimum service to tbs growing personnel needs 
of the Department* There are a number of steps which can be taken immediately 
within the present organisational framework to produce a better integrated 
locruitassnt program* Among these arer 

(1) Be-aligansat of the Departmental representation in the BEX, which 
is now too heavily weighted with PER officers, to provide for 
greater participation by officers with experience in and familiarity 
with tbs functional sad operating areas of the Department* 

(2) Establishment of provisions for adequate representation of 
Departmental interests on tbs oral Examining Panels* 

(3) Preparation of precepts for the Examining Panels each year, 
reflecting tbs personnel needs of the Foreign Service* 

Tha long term solution of the problem of developing a sound and 
coordinated recruitment program, however, requires a basic regrouping of 
recruitment and examination functions within the Office of Personnel* The 
Bows Report contains several recommendations concerning this aspect of 
personnel management, many of which axe applicable under the modified 
previsions of the directives 

(1) Development of a long term Inventory of personnel needs as 
tbs basis for a positive recruitment programs 


» 2 - 
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(2) Ifodification and study of the FSO gxamlnatio n to wwide 

tar Inoreased emphasis on the Social Sciences and 
ijeeialised aspects of foreign affaire through (a) use 
mfiLj options^ (b) dorolopinent of practical 

of awtionei stability 
“ n candidates^ and (o) consideration of the use of * 

2«aguaes latitude testing in addition to achievement tests, 

(3) Increased emphasis on Departmental recruitment at the 

rah dOTl0,! ' “ *° 


(h) Strengthened selection and examination 
5SS category 3 


procedures for the 


(5) A dequ ate provision for lateral entry into the Fare! an 

Sereiee through liberalisation of Section $17 rocruf tanot o 

is *»t of reoruit»nt and examination functions 

J^ioS^ i ^ 1 R«^ de ^i! pn,e f t ° f a P? 81 ^ coordinated program 
eiwisioraxi ly the Report, There Is new added reason to sts*enj* 

i tTO ? iret,Bls Jf l »os not contemplated By the Comuittce. 
“*{ Jpoopting the rerommsudation of the ConraLttee 
for an a malg am at ed Foreign Affairs Service a The basis for a fuller infc*r» 
betuM the Department and the field in future years, 

Sich L iS W bX^ S I f^?'r£ r0 S ,am J^ reo^itiawifc and executive derolwnanfc, 
OTich Mil bring to the Department in increasing maters young neonae 

|fj|S2S *** to dual-service careers, ^econdlyfthe 

& Period of increasing manpower Cartages* aad is 
al3?eady ©roounfcaring serious difficulty in recru it i ng adeauate mimhe>T**» nf 

S£“* toibi rtrfaag &£££&? VSSLSSS 3 

great importance to pr ovide the orgaixiaational basis for a vigarousaai 
aggressS-v© rooruttfaeirfc program, vl ® arous *“ 

*5® * ““to* ?? alternatives available to deal elth this 
problo% each of which should be carefully explored before anTdafiSL 

-ttakmcwrtiu At Ont ^awTthnoSe rfStSiwST 

rMrSta^m^aSlSit would *" oooooHdaUoo of tte 

rsormt^Bt and^ examination functions presently conducted by DP- FP. ami 

BEX into single Division of Bs cand na tions and Rooruitmant in KS, This 

would be consistent with the recommendation of the Roue Report that 

2? ^J^SSSL m J fumttonel tau, «* «uM j^TT^STfS 

fS??? 100 ® c90utio * 1 of enaggressive neorutfcwnt program con- 
sistent with the requirasants of the Department and the ForelgtSarvioe, 

... . ®ad^* such «m arrajsgemsnt, the Board of Examiners would ba man- 

C * P ^ City ' 80,1 Ptt*»My should be restrto^ 
asgberehipo Representation should include PER, ami 

wS.TSf ^SLS? ^ tureans^i^oSonal 

InSfS Policy decisions of significant concern to the 

thorough the Bo^S 
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. Umi ^Tlsoifjr Conaait.tee on Forolsn Sattioo rm-M nn _ 

«■ 0Me f S" 

HaornltmBOt to prouiflo advice is matters of policy or teob- 

rtt^for junior-grade recruitment to both the r«MrtSama 


C harl es £ 0 Johnson 
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23 February 1953 


UEZUtAIDOU FOR » Executive Secretary 

CIA Career Service Board 

SUBJECTS Staff Study "Oral Examination of Applicants” 

dated 3 February 1953 


lo Reference staff study was considered by the DD/P Career 
Service Board* 

2»* This Board agreed that a system for the oral examina- 
tion of applicants should be instituted in the Agency* It felt, 
however, that the reoonsnandations made in reference staff study 
-more not adequate to handle this problem at least as far as the 
DD/P elements are concerned «> The Board was of the opinion that 
further detailed consideration be given to this problem with a 
view to placing the responsibility for oral examinations on the 
various Career Service Boards of the senior staffs of DD/P* 

This proposal would have the advantage of spreading the work- 
load entailed in such examinations and placing the responsibility 
on indiv id uals knowledgeable in the personnel requirements of the 
various activities* Xt is recognized that details would have to 
be worked out for a proper implementation of this idea, but it 
is f olt that such a procedure would come closer to setting the 
requirements of the BD/P organization than having the work per- 
formed either by the Professional Selection Panel or the Boards 
of Examiners proposed in the reference staff studyo 
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2 k February 1953 


MEMORANDUM FOR: Executive Secretary, CIA Career Service Board 

SUBJECT : Staff Study, "Oral Examination of Applicants," 

dated 3 February 1953 


le In my opinion, the recommendations set forth in subject staff 
study are unrealistic and unnecessary for the following reasons 1 

a 0 The present interviews conducted by Branch, Division and 
frequently by Office Chiefs constitute an adequate oral examine- 
tion toward determining suitability for career employment,. 

b* The OS-17 and other Agency officials recommended as 
examiners are of more value to the Agency pursuing their primary 
responsibilities which, for the DD/l Offices, leave little or no 
time for additional administrative duties, 

Co The estimated cost of $180,000 per year for travel alone 
seems prohibitive, 

d. The primary recruitment task should be viewed realistically 
as one of persuading top-flight persons to accept positions in the 
Agency rather than as one of setting up all possible exclusionary 
barriers, 

2, The mechanism now extant in the Professional Selection Panel, 
is adequate to assist the Offices in selection of Career employees and 
should be encouraged to continue to Increase its competence toward 
this end, I recommend that this Panel be kept separate from the 
"Command line," and be advisory to the Agency Career Board rather than 
to any single element of the Agency, 

/*/ 

ROBERT AMORT, JR. 

Assistant Deputy Director/intelligence 
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2b February 1953 

IEIDRAIDULI FOR* CIA Career Service Board 

FROUi Director of Tr aining 

SUBJECT* Oral ExanAnation of Applicants 

REFESEHCE* Ifemoransdun 3 February 1953 ffcom Assistant 

Director (Personnel) to Deputy Director 
(AdmArdetration) , Sam® Subject 

1© In co mme nting upon the above reference, it will be helpful 
to review existing Machinery" for oral examination of applicants 
and which say be exploited to advise the Assistant Director for 
PsFsonosX on the stdtabOlty of applicants for positions in 
Agency® Stated briefly, current practice in the handling of ajplA” 
cants provides oral examination or interview by a recruiting officer 
at the tiae of original contact, and thereafter by (a) a placement 
officer, (b) a personnel officer or assistant of tbs of f ice bolier^L^ ^ 
most likely to employ the applicant, and (c) the chief of th e o^garf^ 
tlonal coa^onent of the office having apparent parayunt interest in 
the applicant® Should an applicant be "passed over" at any point, he 
might then be referred to other branches, divisions, or 
he is (a) selected, (b) rejected, or, (c) no longer 
interviews In some office^ final selection is aade by Jb? cMef_or _ 
deputy in which case an applicant tentatively selected^ 
would be interviewed successively at each level up to asid including 
ti© officsl aiibhorizod to mate final selection for the office o 

2* All applicants who are selected by an office and whose 
appointment as employees is initiated arc thereafter subjected^ 
oral examination in the course of (a) medical examination and (b) 
security sKaminationo Kany applicants are further interviewed and 
socamined orally in connection with psychological testing and assess- 
ment® 

3® It may be seen, then, that few applicants are interviewed 
less than six times in the course of becoming employees of the 
Agency and some are interviewed and "orally examined" many more 
times during the process® 

U® Establishment of the several proposed Examination Boards 
would not eliminate nor significantly alter or amend the existing 
machinery for oral examination outlined above « It is believed that 
better utilization and exploitation of the numerous interviews cam 
be achieved by (a) regularizing the entire process, (b) fo rma l izin g 
the scope and purpose of interviews at each level, (o) assuring that 
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Interviews are conducted only by persons competent to elicit and evaluate 
oral evidence of skills, abilities, motivation, character, demeanor, etc,, 
and, (d) assuring the immediate preparation and central recordation of 
reports of oral examination. 

So The recitation of facts set forth in paragraph 3(d) of reference 
does not make clear that any office may refer cases of doub^r^uitab0^y^ 5X1 A 
for consideration by the ibrofessional' Selection Panel 

8 December 195>2) but that the Inspection and Security, Medical, Personnel, 
and Training Offices must refer to the Panel any information suggesting 
unsuitability of an applicant for employment or of a trial-service employee 
for retention, 

6 a Reference memorandum fails to come to grips with the problem basic 
and precedent to establishment of an oral examining board, namely, that of 
(a) identifying suitability factors, and, (b) establishing valid criteria 
for measurement of those factors. It is difficult to Imagine anything 
more certain to result in chaos than an oral examining board operating 
without well defined objectives and firm criteria unless it be two such 
boards a 

7. It is stated that ", criteria applied*.*. .for middle and 

senior level positions would be substantially different from those used 
for junior officer candidates.” (Paragraph 6(d)) Authority for the 
conclusion is not cited* As far as is known, no criteria for judging 
suitability have been finally formulated nor has the ClA/CSB approved or 
promulgated any such criteria* It is not readily apparent why different 
criteria would be proposed for different levels unless it is intended to 
have employees re-examined orally as prerequisite to moving from junior 
to middle to senior level. 

8. The discussion of "command functions" and "authority" and 
"responsibility" (paragraph U(e)) seems to avoid the fact that the provisions 
of the Career Service Progras^^apnrove^b^ttie Director of Central 

2 5X1 A Inte lli gence and announced establish a perfectly 

valid system for determination of suitability for "career" employment* 

9. The discussion (paragraph U(f )), citing a report of the Management 
Staff of the State Department, states that "problems encountered by the 
Foreign Service appear to be relevant to CIA." Whether the entire 
generalization is correct is not known, but if it is accepted as applicable 
to the limited subject of the reference memorandum, then certainly the 
report of the State Department Management Staff should stifle any enthusiasm 
for (a), (b), and (c) of the recoranendatlons set forth in the reference 
memorandum* For if the cited report bears witness to anything, it is the 
horrors of two examining boards, two systems, two criteria for selecting 
members of a single service* 


• 2 — 
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IQo T he Professional Selection Panel established pursuant to Notice 
25X1 A is authorized to conduct oral examination of both applicants 

for appointment and trial service employees® It has not done so because 
the Panel judged (a) the cost to be prohibitive at this time, and, (b) 
that firm determination of suitability factors and criteria should precede 
mandatory oral examination* The CIA/CSB affirmed those judgements o 

Ho The reference memorandum does not demonstrate failure of the 
Professional Selection Panel to carry out the directives of the CIA/CSB 
nor that those directives are at variance with the Career Service Program 
as approved by DCI* Therefore, the reference memorandum does not establish 
need for the recommendations submitted to the Board* 

12, It is recommended that the CIA/CSB disapproved the recommendations 
of the reference memorandum* It is further recommended that: 


25X1A 


its directive to the Panel as set 
and, 

(b) the Board instruct the Panel to consider and evaluate 
all proposals regarding oral examination as a technique for 
determining suitability of applicants and to report to the Board 
at an early date its judgement as to whether, when, and how such 
technique should be utilized by CIA® 


(a) -toe Board reaffirm 


/a/ Matthew Baird 
MATTHEW BAIRD 


m 3 m 


Approved For Release 2001/08/01 : CIA-RDP80-01826R0006001 90052-3 




Approved For Release 200J/08/01 : CIA-RDP80-01826R0006001.90Q52-3 



2 h February T$$3 

lELDEAUDUIi FOR* Executive Secretary, CXA 
Career Service Board 

FR0I1 s Assistant BLrector for Coonaanlcatioos 

SUBJECT « Consasnts Coroerning Staff Study "Oral TawmriiwMm* of 

Applicants 0 dated 3 February X9 $ ’3 


1* The following comments concerning the above subject are forwarded 
as requested in your manarandua of 16 February 1953* 

2# I concur in the principle established by the staff study and 
appreciate the care and attention with which the study was prepared* The 
validily of ^oral" examination, whether informal or formal in nature, is 
unquestioned as one element in the selection process* I do question, 
however, the application and meaibership of the proposed Examination Boards* 

3o In considering the parallel of the Foreign Service Board of 
Esaa&ners and the proposed Examination Boards in CXA the follcwii^ points 
are made* 


(a) The purview of the Foreign Service Board is limited to Foreign 
Service Officer candidates* Thus, its purview is limi ted to a career corps 
of foreign duty personnel wherein duties are well organised and requireneats 
well known* In CIA the Clandestine Services* intelligence officer corps, 
not yet career established as in State, is the only group which can be 
considered s im i l ar to the FSO list* The int elligenc e and 
support fields, by their very nature, are more anvionpft «f»i«g and intensive 
than the Foreign Service* An Examining Board in the Clandestine Services* 
field alone might thus have a task considerably greater than the BEX of the 
Foreign Service* Too, it is noted that BEX operations have not been without 
valid criticism* 


(b) As recognized in State, the Foreign Service personnel requirements 
5 ^ standards aro ofton quit© different from Departmental personnel criteria* 
It occurs to me that, atTeast for the preserrt, Selection driteS^(inclSin^ 
oral axaidlnatlon content and procedure) may vary conddorably between cacdi— 
dates for the following components of CIAj BD/P, BJJ/E, DD/A, AD/COH and, to 
a lesser extent, OIR* Individual component Examining Boards would, I believe, 
effectively serve to meet the principle of oral examination aid efficiently 
advise the Assistant Director for Personnel coroaming personnel selection* 

A single board, with high level membership, is required within each component 
listed* r - 
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ho I believe that a complete set of selection criteria* of which 
oral examination is but an element* should be established by the components 
enumerated in paragraph 3 (b) above. Such a detailed set of criteria will 
greatly aid ary selection board and will do much to insure an equitable 
and effective Career Service. The absence of a true career delineation in 1 
CIA complicates the application of existing and proposed selection criteria .1 

S>. I wonder if the application and satisfaction of the one-year fl 
probationary period olus acceptance of professional officer candidates on 11 
the basis of detailed selection criteria, including oral examination by |1 
Component Examining Boards, would not answer our problem for the inane dlate f 
futtae? 


25X1 A9a 


25X1 A9a 
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20 FEB 1953 


U ELDRAHD U1I FOR* Career Service Board 
•g^QTj | Chairman, Professional Selection Panel 

Oral Shcaminstion of Applicants 


SUBJECT 


repspeiice 


t 

t 


Lfemorandum dated 3 February 19$3 ^*5 jJJS? 7 
Director (Administration) from the Assistant 
Director (Personnel), sane subject 


1* The subject memorandum having been ref erred to theProfes^.onal 

Salomon fclnS* for co-out end prdaentatlcu to the Board, the Panel 
has reviewed it and presents the following t 

The Career Service Program, established in June^^xled for 

a Professional Selection Panel and outlined certain procedures a m 
a Proiess.onaj. 0 ^^ recognized that oral esam- 

responsibilities for it© The ranex 5"~ thQ Pane i ^ then 

1 ^% of all 

constituted and pointed this out in seeiag gra^»« exanina. 

PnT*o«T Boardo The Panel recommended at that time unau ot«j. 
tSfX attoted until such time as experience had formed a 
foundation upon which they could be conducted in jimaaner vtoic 
■yjouid justify the great expenditure of time and money* 

®a Panel bao.alwn «-* S- 

t\t £££?■■ SasSaSlS eatsblishmunt 

^“3 3 rae referenced paper la oho Uy mreallatle 

£ M, in that a*£d of to**-**"-*™ 

Sid St orlSuM net take tha time to neet on . 

Sad presented. la tha problem than la tha ertnblla tontof^ 

Board of Examiners to conduct o ral co'nxl nations. tools nith 

to scrap tha praaont machinery but rather to give It the tools uitn 

■Bhicb to work© 

The Panel agrees with tha principle that under no < eiroumstaaees 
should^ such^Section Board come uithin the c^and 
Sid extend the statement and say that such Its 

h« subjected to pressures and should be required to make its . 

determinations objectively and without regard to ° 

The^eriease of the Board of ^minors for 
£2 borne out the validity of this position© The precoedings 
the fi nding s of the Board on any case are confidential to ^ 

Slrt iSri^fttinff on the case axri are closed© Should any eoramining 

T« nm ofnaooaai^ Jo aochjoctdvi^ 
Sy ^t , T be unable to perform the very function for which it tas 
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established® A rubiber-stanp parol would in the eni fall even to 
glvo an aura of respectability to selection determinations® 

A premise with which the Panel does take objection is th at 
criteria for selection mast necessarily and will be different for 
higi and losr grade personnel® It is agreed that evidence of and 
methods for determining such evidence of suitability may be 
in the more nature, experienced, senior people but thTfundamental 
qualities with which -tee Panel is attempting to deal are the 
throughout the grade range® LLksaise, and for the same reason, it 
is equally important that young people be selected by Agency 
officers of broad experience as that ca n didates for senior positions 
be so selected® 


F inally, the Panel's position may be summarised by swing that 
however oral examinations are to be conducted, there already exists 
a mechanism which requires only the tools, i«e®, funis andthe 
ax toOK.ty to establish a Board of E x a m i n e r s from among the experienced 
officers of the Agency® 


The Panel recommends that, if such a system of oral — 
la started, the applicant should, while in Washington for the 
a nami nation, also bo assessed, medically anamriry^ axxi nolwittnhfld 
as Will as interviewed by the Selection Panel© Alternatively fl 9 

consideration solght be given to the application of such procedures 
prior 50 the expiration of an employee's trial service periodo 


All of these are screening devices which logically could be 
applied at the same time and, as such, in the total package would 
be acceptable to the applicant® - i" w "e» 


SIGNED 



25X1 A9a 


• 2 <=» 
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IISSMl 

SUUSBSf 


.Director far Cc 
Mj&mt at frnm®$ 


s' 


mm^tm Seerotsr?, CIA 0»®«r Sorsdsa Bo«€ 

* Sbwly H Q?el Sftafldbfifl^teS^C of A§pl$&oist#% d&tet 
1953 




1* ft* mmrnd S«J ^"ttJSiJrfliar 

saMMug of tie CIA tamm? Boamo® Boaasi* ^ Slm ^amn o. • iQ ® g ^ 
ai^ael gfa&t *%**«* bo attached bo it ®©?®s58»ts frosa tbs EI>A# 

Assistant Blraetox* for SoaPsartUsabtons, th» Director af 
blM l^ofassioa^l S^soy.oii Basal* 

I* TteP* as also attached a Itrwandyn^Coiws^i^n^^^ t^ 

ta«^ii %Ml8V of tie Board of Fowl^ «* *** 

s«**tes #dah s^r b® oaoftft* 

« T „ nrttnr that thee? ser bo dtatstbatet teitb tb* «f bho 

,** *» * *• >— •* *• -*- 
nob later tboo C€§ 


fOS THE CU Cl 


mSQS BMBD* 


25X1 A9a 
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3 Fsbruary 195>3 


LEIJDBAIDUH FOE s Deputy Director (Mrainlsl^atioa) 
SBOII* Assistant Director (Personnel) 

SUBJECT t Or A Swuaination of Applicants, -s 


1, 




EJOBIEUs To develop machinery through ■vshioh oral e xamin ation procedures 
jmv b® applied to determine a?kl to advise tbs Assistant Director xor 
Rsraomsal ©a the suitability of applicants to fill junior,* infcermadiate, 
a»i high Isrol positions in tbs Central Intelligence Agency^ 

ASSmiPKOlBs (a) All of the means ei^Jlcyed by CIA for the selection of 
personnel should be aimed at bringing into the Agency highly competent, 
loyal employees who are motivated to join in performing the Agency s 
E&ssiona 

(b) S ins ® a major objective of ths career service program of CIA 
is to provide opportunities for grc^sfch and advancement to individual 
employees, it is important that incoming personnel have potential! uias 
•which jasaaune up to the opportunities availafolco 

(c) Criteria of suit ability must be adapted to the career field 
within which a prospective employee's development and advancement 

fee made possibles 

(d) Forming the best possible estimate of an applicant’s suit- 
ability for career employment is subject to limitations no matter how 
mil applicants from outside are screened, investigated, am tested* 
Proviflon for oral, examUusfclon or interviewing of applicants, 

^ nfSSals With experience in and knowledge of the Agency® s intelligence 
oporaSons mid“req^^^nts, will increase the possibilities of et^oying 
only those persons who can. be relied tfoa to be effective members 
thri Agency® s work fores® o 

tyflpme. («> fbo Career Service Goiaaittee adopted and includs^ in 

t£ VSSSmSSSm of its working group on Trainees that 

?WfSaioraL Selection Panel be established «je 

tha Career Service Board to "review selection standards, Imluding 

metrical standards* for and the qualifications of all 

mi including the" grad® GS«21 for overt a nd sasd-pevert 

positions* *Th® Faml will also, when requested by an Assistant Director 


JS-ff 
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sxranm for the testing of & candidate in the OS-12 through OS-15 cate» 

review his qualiiicaUona^^raake recoCTWodationa to the request- 
ing Office** (Tab E, 

(b) The octeduls of enplcyroent processing operations proposed by 
tbs Career Service Committee provided for the Professional Selection 
Panel to hold interviews with candidates in the categories defined above 
subsequent to testing* personnel screening* m ed ic al clearance* and 
security approval* but in advance of the individual’s entry on duty* 

(e) In developing its operating plans, the Prrfessicmal Selection 
Panel has omitted any proposal for c°^uoti^^to^eoB_Tlth + ^plic ante * 
Pinal’s position appears to have stemmed from the belief that the 
wor kload entailed in the adoption of the interviewing step -would impose 
prohibitive demands upon the time of the rasribera, and would entail an 
Sue expenditure of finds to provide transportation for applicants to 
con® to Washington for the interviews* 

(d) Pursuant to instruction© given it by the Career Service Board, 
the Panel is concentrating its activities upon (a) the formaUticn of 
criteria concerning over- -all suitability to work in CIA on a career basis* 
and (b) the examination of individual cases of applicants or trial service 
Splits where dodbt is cast on suitability to work in CIA on a career 
bSufas a result of administrative or marginal information 

the Inspection and Security* Tidicalj and Parsomel Offices 

of Training* Its recorsasndations with respect to each case are forwarded 

directly to the Assistant Director (Personnel) - 

(e) The operations of the Board of Examiners of the Po *'® i ip 

were cited bv tte Career Service Committee in its final report to the XX 
as supplying" an analogy to the proposed role of the Professional o election 
Panel, Actually, oral exam! nations of Foreign Service applicants 
ducted not by tte Board menfccrs but by the Executive Director of the 3 3oard 
with the assistance of a group of Deputy Examiners 

Board* These Deputy Examiners are chosen mainly for their skill in oral 
testing* (Tab A) 

h n DXSCUSSIOil* (a) Best estimates which can be made Ydth rospoct to _ 

U entry on duty of pei-sonaaL in gradecatogories f*on 0>*7 through 

06-35, predicated on an Agency ceiling of are as follows i 2 5X9A2 


(1) GS-7 through OS-11 (includ- 
ing GS-5*s vtio are appointed 
to junior officer positions).. 

(2) GS-12 through GS— 15 »«*o&o«30 


do 


E-T 
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An average allotment of one hour per interview w ould, there fore, coaprlse 
25xi a an ^terviex/in^ load of at least 60 and 30 hovers far groups 

examining these two categories, respectively, I^cS^^assumed that some 
applicants ■would not survive the interviewing step; accordingly, workload 
estimates would be expanded by this factor, 

(b) The unwillingness of the Professional Selection Panel to aes>mie 
the role c£ an oral examining body can be appreciated, taking Into account 
the fact that the appointed members would have to perform this function. 
Sixty hours of interviewing time—ln addition to their full time duties 
and responsibiJitie&-«-aould have represented a substantial burden for 
these masters, 

(c) The •workload of interviewing candidates for positions in 
grades 3S-7 through GS-11 would be considerably less burdensome if 
distributed among a larger group than the five voting centers of the 
present Selection Panel, by designating Agency officials to serve 

as interviewers for relatively short periods of tin©* 

J 

(d) The Career Service Committee recoanended that the jurisdiction 
of the panel include individual candidates for positions from G3-12 
through GG“»15 lahaa requested by the Assistant Director concerned* However p 
the criteria applied in oral examinations of applicants for middle 

and senior level positions would be substantially different from those 
used far junior officer candidates* For the latter group, the interview 
should be used to furnish the basis for an appraisal of the individual* s 
prom?, so for career development within the area of opportunities afforded 
by the Agency* For the mare senior personnel, the interview must yield 
an appraisal of the applicant's all-around capabilities and qualifications 
for intelligence functions 0 The establishaawt of separate examining 
bodies for each of these two categories of applicants would, perhaps 
accomplish imp rove d interviewing results* Senior level applicants should 
be evaluated by high level Agency officials whose responsibilities have 
given them broad perspective of the Agency's requirements* 

(•) The present Professional Selection Panel does not appear to 
rest on sound organisational principles* It is now an appendage of the 
,, y1 a Career Service Bo ard* which itself has no comaand function or authority, 

Nonetheless, CIA vests in the Panel authority to "finally 

approve on behalf of the Agency the selection of all professional per- 
sonnel" up to GS-llo In effect, this statement of function disperses a 
command responsibility (i*#*, appointment authority) to a ctmm&ttee-type 
Panel which does not cod si within the Agency l ine of command* However* 
25X1A tndscr the provisions of CIA the Panel's present respon- 

sibility is advisory instead of fi*gl with respect to the employment of 
individual applicants* 


Security Inf 
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(f ) Problems encountered by the Foreign Service appear to bo 
relevant fear CIA* Tbs Foreign Serviced Board of Examiners was estab- 
lished by legislation to function under the general supervision of the 
Board of the Foreign Service,. A report (Tab A) prepared by the Manage- 
ment Staff of tha State Department points out that the present dispersion 
of personnel recruitment and axsraining reapoMd.bili.ty between the Board 
of Examiners cm tha one hand, and the Personnel Office on the other has 
not been conducive to realizing a positive, cohesive personnel program* 

£ a COMCLOSIOIE!* (a) Improved personnel selection could be expected to 
result from installation of a program for interviewing applicants for 
non-elericaX positions by representative groups of Agency officials , 

(b) Because of differences in emphasis on selection criteria, 
separate bases of mesibershlp for tha interviewing bodies should be 
established for applicants for junior and intermediate positions on 
tha one hand*, and senior positions on the other * 

<o) The interviewing bodies should, be so organized that the 
effectiveness of their operations will not be impeded by the dem a nds 
made upon the time of officials serving as interviewers* 

6$ RECOiaEiffiAIlOIB t (a) That tJiere be established (l) a Senior Officer 

Ssaaiaation Board with examining jurisdiction for grades GS«42 and 
above* (2) a Junior and Intenasdiate ' E %anri . na tion Boards for grades 
G& rf through QS-41 (and lower grades when the candidate is to be a 
trainee fer a professional positions) These Boards vwuld have respond* 
sibility for considering the employment suitability of all applicants 
falling within tha prascsdberl grade range** Cinoe the operations of 
th® Professional Selection Panel wotfld be duplicated, the Panel should 
be discontinued o 

(b) That tbs Senior Officer Examination Board be constd-tuted as 
an advisory body to the Assistant Director for Personnels to whom 
responsibility for exercising the appointment function has beam delegated 0 
Mastership should be dram from among chiefs of major organizational 
components (office head, level) and other senior officials occupying 
positions of not less than grade GSH7s> The Board should comprise at 
least teres ssaabers* Members should be appointed to servo for six 
raontlis* tears, with appointments staggered to provide for continuityo 
Tha msaberaMp of the Board should be as broadly representative of the 
Agency's major organizational elements &3 is possible* Whenever doomed 
tta© 3o^rd should b© aufchoof'i^od to call upon assisrtanc© xroa 
personnel with specioU^ed backgrounds a Ifeetings should be held at least 
once weekly* The Assistant Director (Porsasoel) would designate a Per- 
sonnel Officer to serve as Board Secretary and to be available for tech- 
nical personnel advice and assistance* The Director of Central Intelligence 
and the Deputy Directors could at their option participate in the pro- 
ceedings as ex-officio members.* 
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(c) That the Junior and Intermediate Examination Board also be 
constituted on an advisory basis to the Personnel Office a This Board 
-would comgrlm three ambers designated from such parts of the Agency 
as ’ wi ll assure a reasonable degree of Agency-wide representation.-. As 
idth the Sender Board, ambers would be appointed for six months, with 
staggered tours® Hratoarship should be limited to Agency officials in 
not less than grade GS~1$® The Board should be convened on a weekly 
basis to dispose of ill pendi*^ cases® A Personnel Officer would be 
nasmd to provide Secretariat duties and to give such technical personnel 
advice as might be required* As in (b) above* the Board should be 
authorized to call upon expert assistance . Similarly, the Director of 
Central Int elligenc e rod the Deputy Directors could participate in the 
work of the Board on an ex-officio capacity* 

(d) That instructions issrusd to establish the Boards insure regular 
participation by the appointed members! although the workload will un- 
avoidably add a sizeable burden upon Board OBUfcers, the effectiveness of 
the ordL examining pr o gr am will depend heavily upon the quality of the 
Board* s work* 

(e) That where the Assistant Director (Personnel) feels a course 
of action should be taken which would be different from that recommended 
by either of the two boards proposed above, be would present the case to 
tbs Deputy Director ( Administration) for final decision 0 

(f) Recognizing that the oral examination represents another step 
in the employment processing operation, applicants should be brought to 
Washington at Gove r nment expsnsa for the pwrpose of appearing before the 
ap pr op riate oral *raiiliT tyg Board* Although the polygraphing of applicants 
prior to oral interviews with the Board would sometimes eliminate the 
necessity for further examination, it would also run the risk of upsetting 
some perrons prior to their appearance before the Board* Polygraphing, 
howiaver, should be bandied before the individual returns to his home 0 
Derogatory information elicited through the polygraph process might, of 
course, require reconsideration of the applicant by the Board* Trans- 
portation expenses to carry on this pro gram would entail an estimated 
annual Agency expenditure of §130,000* 


/»/ W® H* H* Morris, Jr* 

W* H. H* ICXKRXS, JR* 
Assistant Director (Personnel) 
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